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1. The primery purpose of this brief survey of the Agency's

Titness report system hae been to determine 1 the objectives of
the fitness veport ave better served (a) by the requivement that
the reports be shown to the individual at the time of their prepa-
ration by the supervisor; or (b} by some yprocedure not requiring
showing the sctual veport at the time of prepmretion. To this end,
comsulistions have been held with officisls in various components
of the Agency, chiefly the Office of Personnel, and comparisons
heve besn made with fitness report procedures in other represents-
tive Govermental agencies. No effort has been made to appraise
the contents of the fitness report as to substantive merits, this
aspect being conaidered to be deyond the scape of the survey.

2. Broadly spesking, the fitness report i designed to serve
two genersl purposes:

a, To gerve sz a magement tooll nsmely to bring super-

viscr and ewplioyee together so that the employee will know what
hls duties are, how he can better carry oub hiz rvesponsibiiities,

ete. The net effect of thils process Is hopefully the incrsased
effectiveness of the employee and with it the increased effective-
ness of the office monagement as a vhole.
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b To provide an objective evalustion of eusployee per-
Pormance and cepabllity which cen serve as the basle for future
personnel actions euch as promotion, oversess seslgmment, hooor
award, separetion, ete.

3, In practios, thess two broad purposes are not always com-
patible, The mincipal obstacle standing in the way of compatibility
iz the matural reluctance on the part of superviscrs to be fully
cbiective in assessing sn employee’s performence vhen faced with
the requirement to dlecues this sssessment persopally with the in.
dividual concerned. There sre doubtless supsrviscrs who spe not
afraid to enll s gpalde o Fpade. On the other hand, human nature
being what 1t lg, the goners) practice sppesrs to be for superviscre
to gloss over or even to lgnore employee weahnesses In writing
fitness reports rother than to fece the wipleasant task of purfesing

theee wesknesses to the eamployee himself. e Wy even be gsome
anges, particulsrly at overmesg poets, vhers supervisor-employee
relations gould be geriously lmpelrved hy the sbowing of & poor fitneos
report to the employee at the time of preperstion. At the pame Lime,
while the reguirvement to show a fitness repcrt to an employes may
dilute the report's objectivity, 1t does tend to prevent excesses,
posaibly including untruths, on the part of the reparting supsrvisor
who might othervise be tempted to go to extremes in describing em-
ployes wesknosses, especially vhen pergonality claghes may be Involved.

“f o

Approved For Release 2004/88f1 7: 81X-RDP67-00134R000200050018-4




Approved For Release 2004/08/17 : CIA-RDP67-00134R000200050018-4

SECRET

k. The history of the fitmess report within the Agency sinee
its satahlighment in 1957 bears ample testimony to the lack of any
consigtent policy with regard to the procedures 10 be followed.
From 1547 to 1952 the Agency used the standard Civil Bervice fitness
report for Hsadqueriers persomnel and the Agency's "Status snd Ef-
fietency Report” for field persounel. (Both these forme left it to
the diseretion of the supsrvisor sag to whether they should be showm
to the inlividuel, althoudh 1t wes and 15 the genersl prachics in
the Civil Sexvise to show.] Prom August 1952 wntdl Mey 1954, Head-
guarters adopted a "Persopmel Evalustion Report” which requived that

gor dlocugs the evaluation with the Individuel. Theve
wag alao & provision for sdditionsl comsents which preswmbly were
not discussed with the employee. From May 1055 wtdl Jamuayy 1956,
the Agency adopted for all personnel & stendard "Pitness Report”
which stipuiated thet &iscussing with the individual wms mandstory
but showing was optional.® In Jamuexy 1956 the Apency institated a

*The following certificablon Wy the supervisor wes required: "I
sovtify thet, Quring the lastier half of the period covered hy this
report, 1 have dlscusned with the rated individuel the mammer in
vidoh he has performed his job and provided Wﬁﬁm ma eriti~
slnmg wherever meeded. I belisve that his wndersiay

evgluntion of his perfarmance lg conslstent wﬁ;h w mlmtim of
me&ﬁmaawmﬂtwaa report and I have inforwed hinm of
bis sbrengths, wealmesses, and on-the.job effectivenass. If per~
Tormmee Suriog the rmt miad has been wnsatisfactory, theve is
attached a CORY of the & andun notifying hinm of mtiafmmw
perfomance,”
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two-part Pitness veport: Part one assessed ‘performance’ and ves to
o to the indivifdual, while part two asseasaed “potential” and

wag not to be shown to the individuel. In Jumuary 1939 the two-part
£itness vepord was yveplaced hy a simplified one part format. This
sotion wes taken as the result of & recommendation by a tesk force
set up to atudy the question hy the Caveer Coumedl. The following
is excerpted from the winutes of the Career Council meeting:
e Task Foree decided that o more simplified form
was necespary anl thet the two part form wves sob success-
fal. Showlng Part I to the employes and not showing Pard
1T wvas s source of constant trovble - mawy supervisors
opposed this policy and did show Part I1 to the employes
rated., It was the conpansus of mmerous operating and
sdminigtrative officials that the information recorded
in Part II (Potentinl) never really servad to ldentily
employess who are imtellsctually oubstandling or thoee
individuals who have lsadership, force, and high potentlal
for growth.”
Tae 1950 format, as well as & revision of it wiich wms instituted
in 1962 and is atill in effect, carried the requirement that it be
ghown o the employee or thet an explamation be given for failure
to &0 so.

R
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Pruatice in Other Depariments
5. The Department of State and the militery services follow

somevhat different procedurss from the Ageney in the handling of
fitness reports. Within the past few montha, actually in May, State
reviged its policy to the end that the rating or reviewing officisls
are no longer required to show efficiency retings to Forelgn Bervice
OfPicers. The officers may, however, see thelr ratings wpon reguest
to the office of personnel in Washington. State was rompted to
adopt this measure because, 'the requirement that ratings be dls-
eussed at the time of preparation gave rise t0 an wnderstandably
bumen reluctance to be az candld snd frank ebout perforwance short-
comings as the effective operstion of the Foreign Service required.”

£. Within the military services, the Arvmy, Alr Force end Marine
Gms especislly prohibit the dlscussion of the fitness report with
the rated officer, except in the cmse of a substandard or derogatury
report, while the Navy makes dlscusslon permiesible although it is
my impression that the general practice of not ghowlng is followed.
A1l gpervices make fitness reports avalleble to the individusl on
request at bheadguarters in Washington. 3Both the Amy and Alr Force
have the procedure of “performance counseling” whereby the rabing
officer some montha before writing the fitness report is reguired
to discuss an offiser's performance along the lines, "if I were

rating you today this iz what I would sey.”
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T« It sghould be pointed out that the military services, due
to their much larger sizes, rely to a far grester extent upon the
written record for effecting perasonpel actions than does the Agency.
Selsction panels for rromotion in the militery servicez seldom have
eny personal acquriniance with the canfidates and in most cases have
no basis for jJudgment other then the records contained in the per-
somnel folders. In view of the intense cospetition, psrticulsrly
in the higher ranke, anything less than a superior reting virtually
eliminates sn officer from congiderstion. As e result, it is freely
conceded that Pitpess reports in the milltery services are graatly
inflated. The fact that the fitness reports are not shown to the
rated officer may tend to diminish this infiation bub it by no means
eliminates 1t, Nevertheless, it is the need for objectivity whieh
has led the militery services and the Department of State to follow
the practice of not showing fitness reporis to rated officers.

B. While I have made no effort to exmmine the Agency's per-
sonnel practices, it iz my belief, based upon brief discussions
with the Office of Personnel and upon my own experience, that,
agontrary to the allitary gervices, the written record plays & role
geaondary to personel appraisal in such sctions, particulariy at
higher grade levels. Thus, while there is no intention to condone
lesk of objectiviiy in fitness reports, it is something thaet ouwr
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perscnnel system can probably tolerate, since the career service
boards can and do supplement the written record with a personal
knowledge of the individusl's pecrformance and ¢apabllity, This
procedure appears to have worked sstisfactorily except vhen the
personnel record is to serve az 8 jJustification for separation or
other adverse personnel sction. Memorles of the TOL program are all
to0 vivid in thls respect. .
Comelusion

¢, It is clear, particularly from the records of the Career
Counell, that the question of show or not show with regerd teo fit-
ness reporte has been the subject of exhaugtive debate over the
years. Convinoing srguments can be presented in support of esch
procedure. Agency policy sppears to hsye varied in sccordance with
official opinion st any given time as to which of the goals described
in Pavagraph 2, was the nore impartant,; with the inevitsble result
that "what you gain on the apples you lose on the Mmnanes,” In my
opinion, the evidence pregently avallabls tends to yprove rather
conolugsively that the requirement to show fitnese reports {to eub-
ordinetes detracts from thelr objectivity. However, an incremse in
obisctivity, while obviously desirsdle, would probably be of signi-
fiesnt uwse only in thoge capes vhere adverase personne) action, chiefly
geparation, ia contemplated. Barring another TOl exerclses, it would
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seem to me that greater benefits accrue to the Agency in using the
fitness report as & mensgement tool (see Paragraph 2.m.) and thus
in shoving and discussing it with the individual. In any event,
4f past history is = valid criterion, the life expectency of euy
#itness report adopted by the Agency is sbout two to three yesrs
a0 that the system cerries the seeds of change within itgel?,
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In checking with | [to see what 25X
"IG reportd on fitness reports''| Was 25X1
wishing to see, | Jnentioned never 25X 1
having seen the report| |drafted.... 25X1

we do have some carbon copies......would you
like him to see it?

(It turned out, was actually referring 25X1
to the attached report written by f 25X 1
the A&E staff for -«;LTWWW:T“G‘I 25X1
JWLAD c;ﬁ*

cm/20 Apr 64
(DATE)

FORM NO. IOI REPLACES FORM 10-101

(47)
1 AUG 54 WHICH MAY BE USED.
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